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MEMORANDUM FOR THE DIRECTOR OF CENTRAL IWTliLLTGilTCF. 

SUBJECT; State/Defense Staff Study 

I.. Analysis of the Staff Study 

1* Kie actual objective of subject study and its implementing 
JISC directive is to change the individual statutory res ponsi bility of 
the Director of Central Intelligence for the production of national 
intelligence, to that of a collectiv e responsibility of the Intelligence 
Advisory Cci®d.ttea 9 

2. The study accomplishes its actual objective in the NSC Directive 
as follows s 

a« by interpreting the National Security Act of 19k7 as 
amended in paragraph 10 b and 10 c in the following manners 

(1) ".** Until the emergence of a national estimate car 

study from the IAG, collective responsibility is inescapable 
under the Act of 191+7*” 

\2) The full statutory responsibility of the D/CI 

for the production of national intelligence becomes operative 
only when • » , final drafts of national estimates or studies 
are recommended by the IAC to the D/CI." 
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bo by defining national intelligence in paragraph 2 in such 
a way as to prescribe its production as being a "cooperative process 
of preparation" (production by committee) for the purpose of integrator 
(i.e. incorporating the substance of) the best intelligence opinion 
of the departments, 

c, by providing the IAG with responsibilities in paragraph 3 
for planning, prescribing scope and terms of reference, initia ting 
projects, reviewing and accepting or rejecting drafts, and, in certain 
cases, producing national intelligence estimates and studies, including 
related liaison and coordinating functions presently allocated to 
the D/Cl and CIA. 

do by providing in paragraphs 5, 6, and 7 an organisational 
realignment of the intelligence production facilities of CIA which 
transfers the current intelligence and estimating facilities from 
the jurisdiction of the d/gi (except for administration) to the 
functional direction and operational control of the IAC, and further 
vfaich provides the IAC with responsibilities for functional direction 
of the remainder of CIA’s intelligence production and collection 
machinery. (See Chart attached under lab a. ) 

3o Using the National Security Act. of 19U7 as amended, the NSCID’s, 
the Dulles Report and NSC 50 as terms of reference, the study asserts* 

a ° ' Hlat experience has indicated that the cjualltg; of national 
intelligence estimates has not substantially improved since issuance 
of NSC 50 (1 July 19l£), 
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b. that unwarranted duplication of effort as between the 

various agencies has continued. 

1*. In support of these assertions, the study states that the above 
conditions result in large measure frcaus 

a. disagreement between CIA and departmental agencies as to 
the meaning of national intelligence. 

b. inadequacies of existing mechanisms and procedures for 
the production of national intelligence. 

c. con tinuing internal CIA confusion between its responsibility 
for producing national intelligence and miscellaneous research and 
reporting. 

The study concludes that remedial action required consists oft 

a. re-defining national intelligence in such terms as to 
prescribe the principle of collective responsibility of the IAC 
for its production as the criterion which distinguishes it from all 
other kinds of intelligence. 

b. Revising existing mechanisms and procedures in accordance 
with the principle of collective responsibility. 

c. reorganizing CIA to place Its current intelligence and 
estimating facilities under the functional direction and operational 
control of the IAC, and the remainder of CIA's production and 
collection facilities under the functional direction of the IAC. 

6. Accordingly the study recommends that the MSCt 

a, approve and issue the implementing NSC directive attached 
to the study. 
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b. dlaoe a il'.J.t on the strength ci the proceed National 
Tj 3 tte.lligei.K 3 Group. oat it, eaeeed 100 officer anti/ xr professional 
personnel of 'whcai not Ettre fcaad 20 may oe de'taiied by the departmental 
agencies* (Sotot it; ter tee auscraiaiilacicsa ox opera cing experience* 
the D/CI, vdth advice and aneistenc* of U *a XAC, wal reoonsaeiid to 
SSC such tnodifioa iiotts in strength and cct-position of the National 
Intelligence Group ax may be soce?; sary. J 

e, Note teat the £/ f JI with advice and assistance of the 
XftG will submit ravioions of existing USGIBte end .J/CP'e as may be 
required to hrte® those directives into oonformit-y with the attached 
directive 


In Discussion 

1. Hhif principle cl collective reepaisibixity of the 1AQ for the 
production of national intelligence is neither present nor .fetplied in 
the National Security Act of 19 k‘f as amended. On- the contrary this 
responsibility is clearly an individual statutory responsibility of the 
Director of Central XrtaDlgence and the Central Intelligence Agency* 
as evidenced by the references cited below, 

a* Reference Section 102 d: "...it shall be tea duty of 
tee Ag ency * . . . ( 3.1 to correlate and evaluate intelligence relating 
to the national security . . - using where a ppr opriate existing 
agencies and. facilities. . . Provided further, that the departments 

and other agencies shall continue to collect, evaluate, correlate 

and disseminate departmental intelligence.. 
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b. Reference Section 102 es "...each intelligence as relates 
to the national security end is possessed by such departments and 
other agencies of the government. . . shall be made av ailable to the 
Director of Central intelligence for correlation, evaluation, and 
dissemination: . . 

2. Moreover-, the national Security Council in ESC $0 has disavowed 
the principle of collective responsibility for the production of national 
intelligence as follows: 

"« • * tra do not believe that the Director and the IAC should 
be bound by the concept of collective responsibility because this 
would inevitably reduce coordinated national intelligence to the 
lowest common denominator among the agencies concerned". 

3 » It is therefore neither the intent of the Congress nor the BSC 
that the responsibility for national intelligence production should be 
other than an individual responsibility of the D/CI and CIA. 

it. In addition to the foregoing, further objections to the principle 
of collective responsibility are stated as follows « 

a. The primary mission of a departmental Intelligence agency 
is to fulfill the intelligence requirements of its own Secretary or 
Chief of Staff, as the case may be. Because of this situation, it 
inevitably follows that: 

b. Departmental intelligence responsibility in a given field, 
such as naval affairs, is undeniable. Intelligence es timat es in a 
field of this kind may easily become "national" in. Importance, but 

they do not bee cane "national" in character until related to other 
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"national" , not departmental, aspects of the situations from which 

they arise. This process of relating all pertinent "national" 

aspects of a situation, is a truly national intelligence function, 

not a collective departmental responsibility, which must be 

performed by personnel selected and trained for the purpose, among 

whom, departmental personnel can profitably be included, provided 

they become an organic part of the national intelligence machinery. 

c. The production of nationally important departmental 

intelligence is not equivalent to the production of national 

intelligence , yet the contrary presumption is Inherent in the concept 

of collective respm a lbllity , a concept which gives final control 

over a carefully synthesized Intelligence product to individuals 

who have no responsibility for, or experience with , the process of 

intelligence synthesis at the national level . 

d» The factor of timeliness in the production of intelligence 

is important at all levels. This is no less true at the national 

level. The proposed arrangement would interpose two additional 

layers in the review and coordination process, namely the IAC Staff, 

and the assembled IAC. Even if this were sound in theory, it would 

be monstrous in practice and tend to reduce the intelligence process 

to an historical process. Timeliness would never characterize 

national intelligence under such procedures. 

Go The principle of collective responsibility on any basis 

inevitably invites the participants to consider and assume responsibility 

for all aspects of the estimate, not merely those within his particular 
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departmental fields of responsibility and competence. In effect this 
principle gives each agency an equal voice on issues outside its 
normal responsibilities and competence* 

f * It is inescapable under any working principle of c ollective 
responsibility to avoid the pitfall of national intelligence becoming 
merely-coordinated intelligence which in effect is joint-intelligence, 
at the mercy of departmental bias* CIA came into being out of the 
intelligence experience of World War H wherein the JIC/JIS Intelligence 
process resulted in reduction of intelligence to the lowest common 
denominator* 

g» It is the individual responsibilities of the departmental 
agencies to CIA that 'are of importance here. Their individual 
collection effort and production effort is required and must support 
national intelligence production. The principle of collective 
responsibility merely involves them beyond their responsibilities 
and competence and slows down the entire national intelligence production 
process. 

5. CIA cannot support the principle of collective responsibility 
cm any of the bases in which it permeates the subject study. CIA does 
most assuredly require that the individual responsibilities of the depart- 
mental agencies to CIA in support of CIA's mission be recognized unequivocally 9 
and be fulfilled on a priority basis upon request by CIA of the department 
concerned o These departmental responsibilities are delineated and included 
in the revised I13CID attached hereto under Tab B. 
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6® The assertion in the study that ^Experience has indicated that 
the quality of national intelligence estimates has not substantially 
improved since the issuance of BSC 5>O n (1 July 191*9} carries with it 
the implication that CIA’s estimates are qualitatively deficient* Further 
the study does not identify the source of the stated "aaper tenon *„ nor 
clarify the nature of the implied qualitative deficiencies. With respect 
to these two points: 

a® an immediate survey should be made at the policy, planning 
and operational levels of the government, particularly the BSC Staff 
and the Joint Chiefs, to determine wherein CIA’s intelligence production 
is qualitatively inadequate in order that specific remedial action 
can be taken® 

b® if the "experience” cited has occurred solely at the 
intelligence level in erne or more departments, then it would be 
appropriate for a discussion of particulars to be conducted within 
the XAC. 

e» in either event it would be Ill-advised for the subject 
study to receive consideration by the BSC until it has been precisely 
determined exactly what is meant by the above stated assertion® 

7® The charge that n unwarranted duplication of effort as between 
the various agencies has continued" cannot possibly apply to national 
intelligence production, which is the subject under discussion in the 
Staff Study® Moreover, CIA is the only agency responsible far the production 
of national intelligence, therefore duplication of any kind in the field 
is illegal by statute and 1330 intelligence directives. If, however, the 
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believed that this assertion is more valid in theory than in facte CIA. 
has negotiated an Interdepartmental Operating Procedure designed to 
accomplish an interchange of information on projects undertaken hy each 
of the departmental intelligence agencies. Until very recently only the 
Department of State ka 3 complied with the procedure. Then and if the 
procedure becomes fully operative within each departmental agency there 
will be a basis upomhieh action can proceed to reduce such duplication as 
may arise. 

8. The assertion that, "continuing disagreement between CIA on the 
on® and the departmental agencies on the other as to the meaning of 
national intelligence" is true, as evidenced in subject study. CIA cannot 
accept the definition of national intelligence which the subject study 
recommends in view of the fact that the definition prescribes the principle 
of collective responsibility of the IAC for its production as the criterion 
which distinguishes it from all other kinds of intelligence. Accordingly 
CIA has re-defined national Intelligence in terms of content and end use 
and as an individual statutory responsibility of the Director of Central 
Intelligence and CIA. A copy of this definition is incorporated in 
Section 10, paragraph 1 of the attached U5CID under Tab B» 

9. The study further charges that existing mechanisms and procedures 
for production of national intelligence are inadequate on the grounds that 
they do not insure its production in accordance with the principle of 
collective responsibility. Accordingly, CIA, for reasons expressed under 
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Section XI* paragraphs 1 through U on this principle carmot accept the 
mechanisms and procedures recommended by the study* Tb® >S0ID 
under Tab B attached hereto., prescribes mechanisms and procedures ifaicfa 
are acceptable to CIA a»i tifaich will preside for the more effective 
production of national intelligence if the authorities of the Director 

contained therein are approved by the BSC. 

10o The so-called "continuing internal CIA confusion" between its 
respcsi8ibiliti.es for producing national intelligence and miscellaneous 
research and reporting has bee one an over-worked catch phrase and actually 
stems fr cm external confusion regarding the individual as distinguished 
fj-on the collective departmental responsibilities to CIA in support of 
national intelligence production. As long as the departmental agencies 
neglect to meet their Individual responsibilities to CIA, then CIA is 
required to engage in the production of such miscellaneous intelligence 
as may be necessary to provide the intelligence basis and framework 
required in the production of national intelligence estimates. 

III. Conclusions 

X. That CIA must reject the subject study as being unacceptable 
on the grounds that the (a) assertions in the study a re not supported in 
fact and contain implications which must be clarified prior to .referral 
of the issue raised by this study to the NSC, and (b) that the principle 
of collective responsibility of the IAC for the production of national 
intelligence is in conflict with the national Security Act of 19U7 as 
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sroendect, that this rrinetots has bean disattraed ty the Rational Security’ 
Cornell 3 .B. BSC 50 dated X July 19 k?* aad further, that this principle is 
invalid on the grenada that it violates the concept of a, strong Central 
Intelligence Agency* iraBovea the control and authority of the Director 
of Central. Intelligent onrer mechanisms presently available to hira to 
discharge responsiMJi .tie 9 for jshieto he is held solely responsible, and 
that it imposes duties noon the departmental aasnc 3 .es which exceed their 
particular responsibilJ.t:L«Jo and ccscpeteuea. 

?.o That -Uio sub fee t study probably originated at the intelligence 
level of the Department in view of its strong resemblance to one of the 
four Armstrong proposals 0 

3 o That in view of the emergence of sub ject study, CIA should 
press for NSG action on its attached draft KSCID. 

!?<. Recommendations 

1 « That you forward the letter attached under Teh C, in reply to 
Mr, Webb, enclosing a copy of the SSCJD included under Tab B« 


niSODCHe BABBITT 
Assistant Director 
imports and. EfStiuntes 


GOMaUOTS?«JE 
jSsesutive, CIA 
Cteneral Counsel 
Chief, GOAFS 
Chief, XI 
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1 Qrgaaiaat-iossal Realignnsat of the IAC and 0X4. Proposed in the BSC Directive 
AccaaDanying the State/Defensa Staff Study on the Production of National intelligence 

Dated 1 May 1 9$0 



Chief, NIG, is D/CI s s representative on IAC staff 
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